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APEC INFORMATION MANAGEMENT PORTAL (AIMP)

STATUS AND ISSUES EXECUTIVE SUMMARY

AIMP Implementation Status

The APEC Secretariat is completing system development, drafting operational policies, and in the process of launching those modules that are ready.  At this stage, a few APEC fora (BMC, IEG, SCSC and TFEP) have helped to pilot the APEC Collaboration Sites (ACS).  The Secretariat is ready now to invite any interested APEC forum to request an ACS site, and we will start setting up those sites immediately following SOM II.  Work continues on the Meeting Document Database and the Project Database modules, but they are not yet ready for launch. 

AIMP Decision Points for SOM and Issues for Consideration

The Secretariat has identified some preliminary points for SOM decision, as well as identifying a number of issues for SOM consideration.  We recommend action on only a minimum number of decision points at this time, and following further intersessional experience with the new system, the AIMP should be included on the agenda for SOM II for discussion of issues to be elaborated at that time.

The APEC Secretariat recommends, in addition to noting this status report, that Senior Officials:

1. Endorse the draft Interim Operational Policies for the AIMP, to be revised based on taking into account responses on the above key decision points.

2. Agree and Ensure that each member economy designates an AIMP contact point, who will be asked to respond on day-to-day operational issues as well as help coordinate AIMP related policy discussions.

3. Endorse the proposed process of maintaining ACS members’ lists as proposed.

4. Endorse the assignation of security and access rights as proposed.

5. Endorse the proposed delineation of roles and responsibilities for the ACS.

Further presentation on all of these recommendations is presented in the following paper.  The paper also elaborates some of the projected benefits that may result from APEC’s effective use of the new tools contained within the AIMP, as well as proposing several conditions that will be important to the successful adoption and use of the new system.

APEC INFORMATION MANAGEMENT PORTAL (AIMP) STATUS REPORT AND ISSUES PAPER

1. Aims of this Paper

The aims of this paper are:

i. to update Senior Officials on the status and progress of the four AIMP modules – the APEC Collaboration System (ACS), Online Meeting System (OMS), Project Database (PDB) and Meeting Document Database (MDDB); 

ii. to outline prospective benefits accruing from the use of the AIMP and the prerequisites for effective use of the system;

iii. to present key decision points that need to be considered and responded to by Senior Officials at this stage, to facilitate successful implementation of the AIMP.

2. Brief Status Report

2.1 AIMP on the whole

The Secretariat is completing system development and the drafting of operational policies for the AIMP. 

2.2 ACS

The ACS was deployed from March through May 2006 on a pilot basis for BMC and a limited number of APEC fora: the Investment Experts Group (IEG), the Task Force on Emergency Preparedness (TFEP), and the Standards and Conformance Sub-Committee (SCSC). The next stage, following SOM II, will be to deploy the ACS more broadly to APEC fora. 

2.3 OMS 

The OMS was deployed (alongside the ACS) to support the BMC 1 meeting in March. 
2.4 PDB

The PDB is currently being developed in a two-phased approach.  Phase one, which includes the development of search and online applications and approval process has been completed.  Phase two, incorporating broader project management tools, will commence by the end of May and is expected to be completed in June-July.  Linked to the ACS, an APEC wide trial period will commence later in the year as ACS becomes more widely deployed. 

2.5 MDDB

The MDDB is scheduled for internal deployment for content population in June 2006. This pre-launch content population exercise will see the inclusion of two years of data for all APEC groups together with all leaders’ declarations and ministerial statements. Once launched, the database will progressively be populated with key retrospective data.
3. Conditions for and Prospective Benefits of Effective Use   
APEC Member Economies and fora need to have a shared understanding of the potential benefits of using the AIMP effectively and the conditions that need to be met to ensure that these benefits are realized.
The potential benefits of the AIMP can be grouped into primary and secondary benefits. The primary benefits are those we can work directly to achieve and should therefore be actively promoted and supported by economies and fora. The main primary benefits are more effective intersessional coordination by fora and more effective use of meetings, emails and other tools. The secondary benefits may accrue indirectly from effective use of the AIMP but should not be seen as primary goals of implementing the system. Some examples are improving awareness and understanding of APEC activities, enhanced coordination between fora, and savings for economies.

These benefits and conditions are detailed in Annex 1.

4. Decision Points for SOM

The development of robust operational policies and procedures for the AIMP and the endorsement of these policies by APEC Member Economies and fora are critical to the AIMP’s effective administration and the Secretariat’s ability to support effective use by Economies and fora.  Attached in Annex 2 are draft Operational Policies for the AIMP prepared by the Secretariat as guidelines to the use and administration of the AIMP. These policies should be further refined and amended as we learn more about using AIMP, receive feedback from users, and deploy the PDB and MDDB. However, having interim operational policies helps articulate guidelines that are important to encouraging effective use of the system, provides guidance to AIMP users, and promotes a shared understanding of these guidelines.

Contained within the draft policies are decision points (as follows) that we would like to pose to Senior Officials for their consideration and response. Given that the ACS is still being rolled out to APEC fora and the PDB is in the development stage, we anticipate presenting further decision points to Senior Officials for consideration in due course. 

4.1 Maintenance of ACS Members’ Lists

Proper authorization of members to an ACS site is crucial given that members will have access to all content posted on the ACS group site (discussions, draft documents, etc). This section briefly describes the proposed process for maintaining the list of members who have authorized access to an ACS site.

In general, access to a group ACS site will be provided to APEC officials, and where appropriate, ABAC, observers, and other members that would benefit from having access (e.g. project overseers). The membership composition for different ACS sites will vary depending on the forum. 

Each Member Economy is asked to nominate a working point of contact for the purpose of authorizing the addition of members to the ACS. (The Senior Official contact point will be considered as the default point of contact until an Economy identifies a specific working contact).  It is vital to the smooth operation of the system that this contact be timely in reviewing access requests.  This point of contact may also be asked to assist in directing AIMP-related policy questions, taskings, and information updates to the correct people. 

Members will be provided IDs and passwords to an ACS site upon the request/approval of the AIMP point of contact in their respective economy. 

Members who have not logged on to the AIMP for 12 consecutive months will have their ID deleted. They will be notified of this deletion by email and provided a contact point at the Secretariat should they wish to have their access reactivated.

SOM Decision Points: 

· Endorse the proposed process of maintaining ACS members’ lists as described.

· Agree and Ensure that each member economy designates an AIMP contact point, who will be asked to respond on day-to-day operational issues as well as help coordinate AIMP related policy discussions.

4.2 Access and Security Rights to ACS Sites

For a Member’s Respective Group ACS site

Appropriate assignation of access and security rights to ACS sites is important to ensure that content posted on a site can be accessed and worked on by the appropriate users. Therefore, a member assigned to a particular ACS group site will have by default read/write access to their respective group site (i.e. being able to post messages, and post, comment on and edit draft documents).
For Parent and Children Group ACS Sites

This read/write access for parent group sites (e.g. CTI) is inherited for the children group sites (e.g. CTI subfora); that is, a CTI member will have read/write access to CTI sub-fora group sites. 

· APEC Secretariat

· performs functions of Secretariat as required by the conduct of forum interaction via the ACS

· provides access to ACS group sites to users as required

· assigns security permissions to new members of an ACS group site

· acts as the site administrator for the ACS group site

· facilitates the effective use of the ACS by members, by providing assistance to and receiving feedback from members

· closes or removes messages, discussions, etc. as necessary, in discussion with the Chair

· keeps track of all ongoing collaboration, discussions and messages posted so as to provide timely responses whenever required

SOM Decision Point: 

Endorse the proposed delineation of roles and responsibilities for the ACS.

5. Endorsement of an Interim AIMP Operational Policy and AIMP Implementation

Having an interim operational policy in place will facilitate the next stage of AIMP implementation and the effective administration and use of the AIMP during that stage.  In order to be able to implement and maintain and administer the AIMP, the Secretariat requires necessary resources, capacity, and authority. 

SOM Decision Point: 

Endorse the draft Interim Operational Policies for the AIMP, to be revised based on taking into account responses on the above key decision points.

ANNEX 1

APEC Information Management Portal (AIMP)

Prospective Benefits and Conditions
This paper suggests some prospective benefits that may accrue from our effective use of AIMP and its component modules.  It should be noted that the benefits should not be expected to result from merely deploying the new system, but will depend on how we all put it to use.  The paper will then try to elaborate some of the factors and conditions that will effect the achievement of benefits.  It will not describe the functions of the AIMP, as they have already been previously presented.

These potential benefits are grouped here into primary and secondary, because some we can work directly to achieve, and others are more a consequence of effective use and should be more accurately assessed at a later time.

Primary Benefits: those which should follow directly from active use of AIMP and should therefore be actively promoted and supported by Economies and Fora.

· More Effective Intersessional Coordination – these tools should allow us to better keep in touch, coordinate, and make use of time between meetings.  The functions within ACS will include a discussion board for informal exchanges, a collaboration space for working collectively on documents, facilities to post notices and share information, a tool for maintaining the forum contact list, a tool for sharing information on events, and a tool for collective tracking of tasks.

· More Effective Use of Meetings, Email and Other Tools – shifting some tasks and activities to ACS should help to reduce reliance on meetings and email, thereby allowing their more effective use for those tasks for which they are best suited.  With better preparation and more targeted agendas, meetings can focus on topics that really require face-to-face discussion, and email can be to push information or for more limited communications to individuals.

· Other Functional Modules – will include the Meeting Document Database to give stakeholders easy access to the archive of APEC meeting documents, the Project Database to assist in more effective development, implementation, evaluation and oversight of projects, and the Online Meeting System to, as facilities and resources allow, support Fora while they meet.

Secondary Benefits: those which may accrue indirectly from effective use of AIMP but which should not be seen as primary goals of implementing the system.

· Better Products and Outcomes – should result from improved tools and processes.  Using AIMP well should improve awareness and understanding of APEC activities, encourage greater participation and contribution from members, and ideally wider acceptance and implementation of initiatives by members.

· Tools to Help Manage – comprehensive use of AIMP will create a central place in which one can view current fora activities and discussions, which should allow for better management within fora, coordination between fora, and oversight of fora.

· More Effective Meetings – AIMP should provide a complement to meetings, taking pressure off of them as the only mechanism for getting our work done.  If convenors can then tighten agendas and distinguish between tasks best done in meetings and those best done between meetings, we could reasonably hope to make meetings more dynamic and effective.  A possible consequence would be greater leeway to discuss possibly reducing the number or length of meetings.  Meeting frequency, however, should be decided based upon work requirements and resource constraints, and reducing meetings should not become an explicit objective of implementing AIMP.

· Savings for Economies – AIMP may offer opportunities for economies to save, if it can replace information-related facilities or activities which are currently duplicated among many economies.  To deliver this benefit, however, AIMP will need to prove reliable in terms of both function and content.

· Community Building – more effective day-to-day interaction and hopefully improved mutual understanding, as a virtual community, could be a tangible step toward building more of a sense of shared goals and being a community within APEC.

Pre-requisites and Conditions: are a number of factors that will be necessary to make the most of these new tools.

· Using AIMP Effectively – will be the primary pre-condition to realizing the benefits described above.  For people to use AIMP effectively, they should find both the functions and content useful.  These factors, though, are both pre-condition and consequence, and therefore some initial engagement and effort may be necessary to learn the system and get it set up and rolling.

· Understanding and Properly Using the Tools – will be critical to using them effectively.  AIMP will add new tools to our tool box, but we still must select the right tool for each job.  Users will need:

1. to learn how to use AIMP’s functions;

2. to understand for what tasks AIMP functions are best suited, and for what tasks they are not suitable;

3. to conform to AIMP policies and practices as these are developed;

· Managing Change and Effective Work Processes – will need to be developed, along with policies and guidelines, which help us get the most out of these new tools.  If we are attached to past processes or tools, this could limit the effective use and resultant benefits we can expect from the new system.  More broadly, this may be an opportunity to assess how we do things and to consciously discuss managing change.

· Fora and Economy Engagement and Support – will be vital.  We should develop a collective sense of ownership, and an interest in putting it to good use.  While the Secretariat will administer the system, members will generate the uses and content that will determine the systems value.  As a first step, every economy should designate a point of contact to whom to address routine AIMP-related work matters.

· Ability to Manage – for the Secretariat, will also be important.  We anticipate as the system is used that needs will arise that have not been foreseen.  These could include requests for training or support, for new functions, or for expansions beyond current plans.  Administering a complex and dynamic new system may require new resources or authorities.  This is not to suggest any additional projected costs at this stage, but to acknowledge that actual use of the system could exceed projections, which may require economies to decide how to proceed.

· Managing Expectations – would be prudent as AIMP is new to all of us.  Setting goals and looking to benefits is good, but success will require focus on implementation and use.  If the focus is on work, and users find that AIMP serves their needs, then the above benefits should follow, but if people are in a hurry to reach the benefits and the system is not used for its own sake and because it is really useful, then it will fail.
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